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ABSTRACT 
This paper presents a model of internal service quality which is based on 
internal customer and internal supplier groups. The dimensions of internal 
service quality are identified and compared with the SERVQUAL dimensions 
of external service quality which have been proposed by Parasuraman et al. 
[1988]. The applicability of these internal service quality dimensions to 
different internal supplier - customer interactions is explored and it is 
discovered that at least two types of internal customers exist within the firm. 
Furthermore these internal customers use different criteria to evaluate the 
quality of the service which they receive from their internal suppliers. 
 
INTRODUCTION  
The concept of internal marketing has been discussed in the academic literature for more than 
a decade, [see for example Azzolini and Shillaber, 1993; Bak et al. 1994; Bhote, 1991; Davis, 
1992; Foreman and Money, 1995; George, 1990; Grönroos, 1985; Gummesson, 1987; Harari, 
1991 and 1993; Harrell and Fors, 1992; Piercy and Morgan, 1990 and 1991; Piercy, 1995; 
Stauss, 1990]. Despite some differences regarding the nature of the subject, [Rafiq and 
Ahmed, 1993] most authors agree that internal marketing should improve service quality 
[George, 1990; Gummesson, 1987; Berry and Parasuraman, 1991; Grönroos, 1985; Piercy, 
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1995]. Similar concepts like market-focused human resource management [Bowen, 1996] 
clearly assume a direct link between internal market outcomes (e.g. satisfied employees) and 
external market outcomes (e.g. customer favourable perception of service quality or customer 
satisfaction). 
While there is some consideration in the literature about goals and instruments of internal 
marketing, not much thought has been given so far about different segments within the 
internal market and their differing internal service expectations. Adjusting internal marketing 
efforts to the expectations of different internal segments should increase the effectiveness of 
internal marketing programs.  
The goal of this paper is to identify internal market segments and differences between these 
segments. For the measurement of internal service expectations considerations of external 
service quality are used as a foundation [Parasuraman et al. 1985, 1994a, and 1994b; Cronin 
and Taylor, 1994; Teas, 1994; McDougall and Levesque, 1994; Johnson et al. 1995].  
SERVQUAL [Parasuraman et al. 1985] the most common scale in the service quality area 
has already been used in different service situations [Lam, 1995; Nelson and Nelson, 1995; 
Chaston, 1994]. In this research the applicability of SERVQUAL as a measurement 
instrument for simultaneous measurement of both internal and external service quality is 
evaluated. Furthermore the impact of an internal marketing campaign on internal and external 
service quality is also examined. 
THEORETICAL BACKGROUND 
Internal Marketing 
Definitions of internal marketing range from viewing internal marketing as either a concept, a 
philosophy or a management practice, [e.g. Grönroos, 1985; George, 1990 and Wilson, 
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1991], as either relating to human resources management, [e.g. Berry and Parasuraman, 1991; 
Berry, 1981, 1983 and 1984; Van Haastrecht and Bekkers, 1995 and George, 1990], services 
marketing [e.g. Gummesson, 1987 and Grönroos, 1985], or change management, [Piercy, 
1995]. 
Stauss [1990, p. 151 f.] discusses the objectives and instruments of internal marketing and 
concludes that “The objective of internal marketing is to get motivated and customer oriented 
personnel”. Related sub-goals are (1) collecting information about personnel (e.g. about the 
relevance of customer interactions), (2) creating acceptance of a customer orientation, (3) 
training employees to manage customer contact situations, (4) creating an organisational 
environment that supports customer oriented attitudes and behaviours. Methods for achieving 
these objectives are seen as being transferred from external marketing to the internal market 
e.g. internal training, internal interactive communication, internal mass communication, 
human resource policy and management, external mass communication and advertising, 
internal market research and internal market segmentation. Stauss concludes that the nature 
of internal marketing is to refer to the management of exchange processes with internal 
members and should be restricted to those exchange relationships which are related to a 
customer orientation [Stauss, 1990, p. 155 f.].  
Other streams of research classify internal marketing according to types of exchanges and 
exchange partners involved. Bekkers and Van Haastrecht [1993] suggest three approaches to 
internal marketing: hierarchical exchange process, internal supplies, exchange process 
organisation/employee. Foreman and Money [1995] classify internal marketing according 
who the internal marketer is, and who the target of the marketing effort is. 
By identifying internal customers and suppliers, interactions between internal suppliers and 
customers can be identified and the communications associated with these interactions can be 
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examined to identify possibilities for improvement. Piercy and Morgan [1991] suggest that 
internal marketing programmes should be directed at chosen internal segments to 
complement the external marketing programme and that these segments are the functions 
played by groups of people. The internal environment of the organisation can be divided into 
distinct internal market segments with different wants and needs [Piercy and Morgan, 1990 
and 1991; Piercy, 1995; Harrell and Fors, 1992; Trumbly and Arnold, 1989; Burgetz, 1991; 
Comm, 1989]. 
In a similar direction are the arguments of NOAC, next operation as a customer, [Denton, 
1990]. This approach is based on the idea that each group within the company should treat 
the recipients of their output as an internal customer and strive to provide high quality outputs 
for them [e.g. Lee and Billington, 1992; Barrett, 1994; Denton, 1990; Bhote, 1991; Lukas and 
Maignan, 1996]. This will consequently lead to quality built into the service offering to the 
external customer. 
In this paper an internal market is seen as consisting of groups communicating to other 
groups within the organisation. Those groups can be regarded as internal customers and 
internal suppliers. Hence internal marketing is considered to be the process of creating market 
conditions within the organisation to ensure that internal customers wants and needs are met 
[e.g. Bekkers and Van Haastrecht, 1993]. The focus of internal marketing effort is the 
management of relationships between internal customers and their internal suppliers.  
This concept of the internal supplier and the internal customer can encompass all other 
definitions of internal marketing. For example if internal marketing is seen as the design of 
better job products to meet the needs of employees [Berry and Parasuraman, 1991], hence 
satisfying them and motivating them to better meet the needs of their customers, internal or 
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external; then personnel or departmental managers are the internal suppliers (of jobs) and the 
employees are the internal customers.  
Effective exchange between internal suppliers and customers has been widely discussed in 
the literature [Lings and Brooks, 1998; Heskett et al. 1984; Magidson and Polcha, 1992; 
Azzolini and Shillaber, 1993; Hart, 1995; Brooks and Smith, 1993; Brooks, 1992, 1993, 
1995; Davis, 1992]. Some authors even argue that effective internal exchanges are a 
prerequisite for successful exchanges with the external market [George, 1990; Pfau et al. 
1991]. 
Denton [1991] proposes a horizontal management theory where customer specifications pass 
through internal customers to internal suppliers, and eventually on to the external supplier. 
This theory provides an indication of how some of the internal supplier-customer groups 
should be structured within the organisation. Denton [1991] also implies that some internal 
suppliers will exist because of the internal services which they provide, such as IT. 
This view of different internal suppliers and customers, some which deal directly within the 
service delivery process and some which provide support services to the service delivery 
process, appears to be closely related to the concept of the value chain [Porter, 1985]. Porter’s 
value chain differentiates between internal groups which are involved directly in the 
satisfaction of external customers’ quality requirements as they pass along the value chain, 
value adding functions, and those which are not directly involved in this process but which 
support those groups which are, support functions. Interactions between these groups can be 
classified as follows: 
Internal Supplier Internal Customer Code 
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Support Function Support Function S→S 
Support Function Value Adding Function S→V 
Value Adding Function Value Adding Function V→V 
Value Adding Function Support Function V→S 
 
It can be seen that some functions can be suppliers in one situation and customers in another. 
Moreover there may be a reverse exchange where the internal supplier expects feedback or 
information for carrying out its supplying function correctly and thus becomes an internal 
customer. One way to determine who the internal customers or the internal suppliers are, in a 
given situation, is the recognition of who is defining the specifications to be met.  
It could be concluded that there exist two internal market segments within the firm, classified 
according to their role in the value chain. The direct internal market consists of interactions 
between adjacent departments with value adding functions (V-> V) and the indirect internal 
market involves departments with a support function (S → S, S → V and V → S). It is 
hypothesised that there may be a different emphasis on the dimensions of service quality 
which are used in direct and indirect internal markets.  
Proposition 1: Internal customers that operate in direct and indirect internal 




The recognition of different service expectations of internal market segments leads to the 
topic of service quality and its measurement. Measuring service quality has been discussed 
widely in the literature [Parasuraman et al. 1985, 1988, 1994a, 1994b; Cronin and Taylor, 
1994; Teas, 1994; McDougall and Levesque, 1994; Johnson et al. 1995; Grönroos, 1982]. 
One dominant view is to measure service quality by comparing customers' expectations of the 
service prior to the service encounter and their perceptions of the actual service delivered. 
This view led to the development of the SERVQUAL scale for measuring the quality of 
services [Parasuraman et al. 1985]. SERVQUAL, a 22-item scale, is based on the dimensions, 
which are important in shaping the consumers expectations and perceptions of a service. 
These are: tangibles, reliability, responsiveness, assurance and empathy [Parasuraman et al. 
1988]. SERVQUAL measures the difference between consumers' perceptions and 
expectations of a service. As most consumers expect a higher level of service than they 
receive the SERVQUAL score for each dimension is usually negative, i.e. expectations > 
perceptions, however in cases where the service provider exceeds expectations the score will 
be positive. In most situations, when measured over all dimensions, expectations will be 
greater than perceptions and SERVQUAL will record a negative score.  
Measuring the difference between expectations and perceptions has not remained without 
critique. Some authors suggest that perceptions are as accurate in measuring service quality 
as the P - E score of the SERVQUAL scale [Teas, 1994; Cronin and Taylor, 1994; Smith, 
1995]. On the other side considerable evidence of the validity and usefulness of SERVQUAL 
can be found in the literature as well [Buttle, 1996]. Hence SERVQUAL has been extensively 
adopted for measuring service quality and has been found to be acceptable for the purpose of 
research in this area [Lam, 1995; Pitt, 1994; Nelson and Nelson, 1995].  
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It is hypothesised that SERVQUAL may also be an appropriate tool to measure the quality of 
service delivered by internal suppliers to their internal customers. However, the dimensions, 
which are important to internal customers when evaluating the service quality may differ 
from those that are important to the external customers.  
Proposition 2: Internal and external customers will have different service 
expectations.  
This research identifies the dimensions of service quality which are used by internal 
customers when assessing the quality of service which they receive from internal suppliers. It 
also identifies differences between the expectations of value adding functions within the 
organisation and those functions which support these. Information relating to external 
customer wants and needs will be communicated from customer contact personnel back 
through their internal suppliers in the form of increased expectations necessary for these 
departments to meet the needs of their customers. These internal suppliers will in turn make 
demands of their internal suppliers, again in the form of increased expectations, so that they 
in turn can satisfy the needs of their internal customers, as discussed by Denton [1991]. 
This sequential communication of wants and needs in the form of increased service 
expectations leads to a third proposition. 
Proposition 3: Service expectations of departments closer to the external 
customer will increase more than the service expectations of departments further 
from the external customer during the period of the internal marketing 
campaign. 
The research discussed in this article will examine the internal market of the firm, identifying 
internal customers and suppliers and the interactions between them. The dimensions used by 
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the internal customer, when assessing the quality of the service which they receive, will be 
identified and any differences between these internal service quality dimensions and the 
external service quality dimensions identified by Parasuraman et al. [1988] will be examined. 
Furthermore the internal market interactions, and the corresponding dimensions of internal 
service quality, will be examined to identify any differences between the service quality 
dimensions in direct and indirect internal market interactions, i.e. those which exist between 
value adding departments in the value chain and those in which the internal supplier is a 




The first stage of the research was to construct an internal customer map on which the 
internal customers and their internal suppliers could be identified. This required a level of 
detailed knowledge of the subject organisation, which precluded the use of survey data. A 
qualitative research method was chosen as appropriate in this situation. It was necessary to 
map the value chain of a complete organisation so that all of the direct and indirect internal 
customers, and how they interact with each other, could be identified. Once the points of 
exchange between internal suppliers and their customers were identified, close observation of 
all of these exchange points was necessary to observe how attitudes to internal service quality 
changed and to measure service quality directly over a period of time. This would clearly not 
have been possible with the application of questionnaires to a large sample of industry. These 
factors, coupled with the aims of the research in establishing a specific conclusions relating to 
service expecations of different types of internal customers, and the levels of service quality 
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achieved over the period of the internal marketing programme finally led to the use of a 
single case based methodology. 
This method was chosen as it would be sufficient to test the propositions in this situation. The 
case study can be considered to be an exploratory case study, [Yin, 1993, 1994], and, like an 
experiment, does not represent a sample. The aim is not to enumerate frequencies but to 
identify inadequacies and weaknesses in the proposed conceptualisation of internal 
marketing. Theoretical propositions can be tested using large samples by the use of cross 
sectional designs (different organisations in different contexts) at a later date, providing data 
to test the generalisability and reliability of the internal customer map. 
The single study holistic case based approach overcomes problems of external factor 
correlation. It focuses upon the change processes within the broader social, political and 
economic context surrounding the organisation. The rigorous nature of the holistic approach 
taken ensured that the concept to be examined was well understood within the context of the 
case.  
The company chosen for the study operates in the telecommunications area providing a 
service of installation and maintenance of third party sourced telephony systems to the 
business sector. This company was chosen as it is involved primarily in service delivery 
activities and had expressed an interest in using the methodology described here to improve 
the quality of service provided to its customers. 
The internal marketing programme was implemented using the six steps described by 
Reynoso and Moores [1996] 
Identifying internal customers and suppliers 
Formal interactions between internal customers and their internal suppliers were identified by 
interviewing the functional managers responsible for each of the areas. The functional 
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managers were chosen as the interview subjects as it was assumed that they would have 
sufficient knowledge of the processes involved within each of their functions for 
departmental customers and suppliers to be identified. The background to the internal 
customer map and what it represents was explained to the managers and open-ended 
qualitative interview questions were used to collect the information. From this information 
the internal customer map was constructed. (See figure 1.) 
Other interactions in the company which exist on an infrequent or ad hoc basis such as one 
off company report preparation may involve internal groups which are formed only for this 
purpose and this research is not intended to cover these but only those which are stable and 
are derived from the process analysis [George and Gibson, 1991]. 
Building awareness 
The internal customer map was presented to both managers and employees to ensure that it 
was a true representation of the service delivery activities within the company. The internal 
customer map was amended until all parties involved agreed on its content. By involving 
both managers and other employees at this stage awareness of the process of internal 
marketing was assured. 
Measuring Service Quality 
External service quality was measured using the methodology described by Parasuraman et 
al. [1988], based on their 10 dimensions of service quality.  
Identifying the dimensions of internal service quality 
The ten dimensions of service quality which are important to the external customer, 
[Parasuraman et al. 1985] cannot be assumed to be the same as those which are important to 
the internal customer. The internal service quality dimensions, i.e. those derived at the point 
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of internal customer interaction were established using a similar methodology to that used to 
construct the internal customer map. Despite the fact that focus groups were used by 
Parasuraman et al. [1985] when establishing the external service quality dimensions of 
SERVQUAL, they were not used to establish the internal service quality dimensions. In this 
case the aim of the study is to know if the dimensions of service quality are common to all 
internal customer groups or if they differ between these internal customers. Therefore inter-
functional groups could not be used. 
The internal customers, identified above, were asked to identify those aspects which they 
considered to be important when evaluating the quality of an internally supplied service, such 
as on time delivery of work, error free paperwork, etc. A full list is provided in Table II. The 
interviews were unprompted to avoid influencing the respondents and were conducted on a 
one-to-one basis at the workstations, all on the same day in an effort to minimise the 
possibility of interaction and prompting between respondents. The aspects, which were 
identified as important to the internal customers, were then used to form the dimensions of 
the internal service quality audit, which was used to measure the internal service quality at 
the exchange points identified on the internal customer map.  
Identifying the expectations of internal customers. 
The internal service quality audit involved surveying all employees with a SERVQUAL type 
questionnaire [Parasuraman et al. 1985], which was constructed using the internal service 
quality dimensions identified from the interviews with internal customers.  
Communication of expectations to internal suppliers 
The results of the service quality audit, both internal and external, were then represented on 
the internal customer map so that each internal exchange identified on the map had an 
associated service quality score, representing how well the internal supplier was satisfying 
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the internal customer. The external service quality results were provided as a reference for all 
employees, reinforcing the message that it is the satisfaction of the external customer that is 
the ultimate goal of the exercise.  
Internal suppliers work to make necessary changes to deliver the level of service required 
The internal customer map, with the results of the service quality audit overlaid, was 
discussed initially with the managers of the company who then discussed this with the 
employees. Areas where high levels of dissatisfaction were identified became the focus of 
management and employee attention. 
Measure and feedback results to internal suppliers 
The service quality questionnaires were re-administered after 6 months to identify any 
changes in internal and external service quality arising from the internal marketing campaign. 
 
RESULTS 
The Internal Customer Map 
The first stage of data collection aimed at identifying the internal suppliers and their internal 
customers. These internal suppliers and customers are listed in table I and represented 
diagramatically in figure 1. Internal supplier and customers in support functions are 
differentiated from those, which operate in the direct value chain  
The internal customer map (Fig. 1) illustrates the internal supplier-customer interactions 
between the different groups within the company. Internal suppliers who act in a support role 
(light grey background) are spatially separated from those who perform the primary value 
adding activities of the company (dark grey background). The interactions between these 
 15 
groups are illustrated by arrows in the direction of service provision from internal supplier to 
internal customer. These interactions are labelled with number codes, which are used in table 
I to provide a more complete description of the interaction. Interactions with the external 
customer are indicated by double headed arrows illustrating the bi-directional nature of these 
interactions, i.e. the simultaneous provision of service by the firm and communication of 
wants and needs by the customer. 
[TAKE IN FIG. 1] 
Table I lists all of the formal interactions between internal groups and classifies these internal 
supplier - internal customer interactions by type of function, support function or value adding 
function. The interaction codes refer to the interaction codes used in figure 1 to label the 
different interactions between the internal groups of the firm. 
[TAKE IN TABLE I] 
Internal Service Quality Dimensions 
The dimensions used by internal customers to measure the internal service quality, given in 
Table II, were found to be consistently identified by all of the internal customers and were 
also found to differ from those identified by Parasuraman et al. [1985]. Eight of the ten 
dimensions identified by Parasuraman et al. [1985] were found to be important internally and 
three additional dimensions, proactive decision making, attention to detail and leadership 
were found to be important in the internal customers evaluation of the service received. 
[TAKE IN TABLE II] 
The tangibles-dimension of service quality, identified as important to the external customer 
by Parasuraman et al. [1985], was found to be not important to the internal customer when 
evaluating internal service quality. All respondents indicated that the physical representation 
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of a colleague, their work and work surroundings, such as their desk, were not important, nor 
indeed an issue, for that individual to deliver high quality service to their internal customer. 
Reporting that tangibles were not a factor in deciding the quality of service which they 
received did not reflect the importance, if any, that employees place on their own work 
surroundings and appearance. For the purpose of this study tangibles were taken to relate to 
those physical elements which relate to the internal supplier, not those which relate to the 
internal customers' environment.  
Security, another dimension important to the external customer was felt not to be important to 
the internal groups. Parasuraman et al. [1985] state that security, for the external customer, 
involves aspects of physical safety, financial security and confidentiality. Both physical 
safety and financial security did not arise as issues for internal customers and confidentiality 
was seen to be undesirable by internal customers. The consensus of all internal groups was 
that information concerning external service quality and for the contextual view that would 
help each internal groups to perform better should be shared equally throughout the company 
so that it would enable them to perform their tasks properly. 
The three new dimensions of service quality, proactive decision making, attention to detail 
and leadership, arose during the interview process when asking internal customers how they 
assessed the quality of internally provided services.  
Proactive decision making involves the internal service supplier having the ability to solve 
problems by controlling their environment. It relates to the management of the operations of 
the internal supplier so that the needs of the internal customer can be met. Proactive decision 
making differs from understanding the customer as it focuses on the internal suppliers' 
operational issues which affect the delivery of service to the specifications which are 
obtained through an understanding of the internal customers wants and needs. 
 17 
Attention to detail involves the ability of the internal supplier to provide detailed information 
to the internal customer without making mistakes. It does not include a conceptual thought 
process but is the ability to work accurately. The dimension transcends the dimension of 
competence, acknowledged by the external customer as an important factor in service quality, 
as it requires not only the knowledge and skill of the internal supplier to be sufficient to the 
task, but also the reporting procedure to be adequate to provide the information required as an 
input to the internal customers' processes at levels of accuracy which are appropriate to the 
needs of the internal customer. 
Leadership refers to the level of direction that employees receive from their managers when 
dealing with problem solving activities, which are new or unusual to the employees. 
Measuring Service Quality 
The internal service quality across the internal supplier to internal customer interactions was 
then measured using gap analysis for each of the interactions and the external service quality 
measured in the same way. For external service quality the SERVQUAL dimensions were 
confirmed by external customers as representative. In both the internal and external 
measurements, all of the dimensions were averaged for each exchange point to give a single 
measure of service quality for that exchange. The survey was re-administered after 6 months 
and the step change of the measured service quality is given in table III. At the same time the 
average expectations across all of the dimensions for all internal exchange points were 
measured.  
Table III lists the change in measured service quality over the 6-month period of the study. 
[TAKE IN TABLE III] 
DISCUSSION 
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Table II indicates that there are differences in the service quality dimensions which are 
important to internal and external customers and also that there are differences in the internal 
service quality dimensions which are important to the different types of internal customers. 
In interactions where value adding functions were either the internal supplier or the internal 
customer attention to detail was identified as important, this service quality dimension was 
not found to be important in the interactions between support functions. 
In interactions where the value adding departments were acting as the internal supplier 
leadership was not identified as important, this dimension was found to be important when 
support departments were acting as the internal supplier. 
Proactive decision making, leadership and attention to detail were not identified as important 
to the external customer but were found to be important in internal interactions, tangibles and 
security were confirmed as important to the external customer but not considered important 
by the internal customer. 
The differences between the service quality dimensions identified as important to internal 
customers may be explained by the standardised nature of the work involved in value adding 
activities and the problem solving nature of the work undertaken by support functions. 
Interactions involving value-adding functions, either as internal supplier or internal customer, 
will require attention to detail to ensure that the standardised operational nature of the work is 
not compromised. Also, when the value adding function acts as a supplier, the standardised 
nature of the product, which they supply, reduces the need for strong leadership. 
Support functions, when acting as an internal supplier, have a predominantly problem solving 
role, requiring much stronger leadership and guidance than in the case of the standardised 
provision of the value adding department. An example of this can be found in most IT 
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support departments, where a variety of internal customer issues need to be resolved, none of 
which are likely to be identical. Leadership is important in these cases as the problems may 
not necessarily be solved by the workers in the support function and direction from the 
manager is necessary. 
The service quality measures indicated in table III show that an average increase of 80% in 
external service quality was observed over the six-month period. The internal service quality 
improved most markedly in the interactions between value adding departments and those 
closest to the customer. For example the V→V interactions (4,5,6 and 10) show 
improvements of over 20%. 
(The large negative step change in interaction 7 is explained by an employee being made 
redundant.) 
Interactions related to the sales department, which has close contact with the external 
customer at the first stages of the service experience, improved on average by over 30%, (see 
table III.) and interactions related to the operations of the business, the latter stages of the 
customer service experience, increased by a similar amount. Improvements in these areas, 
and the corresponding improvement in the measured external service quality, supports the 
view that external customers communicate their service quality requirements most effectively 
to the internal suppliers which are closest to them and proposition 3 which suggests that in 
the course of the internal marketing campaign the service expectations of these internal 
customers will increase more than the service expecations of internal customers who are 
more distanced from the external customer. This is further supported by the fact that the 
expectations component of the service quality gap for interactions involving direct contact 
with the external customer show a significant increase over the period of the internal 
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marketing campaign indicating that these internal customers are making more demands of 
their internal suppliers. 
Interactions which are the furthest from the external customer do not show increased service 
expectations for the internal customer. 
The aims of this research were to identify any differences between the dimensions used by 
the internal customer, when assessing the quality of the service which they receive, those 
used by the external customer identified by Parasuraman et al. [1988], and also to identify 
any differences in internal service quality dimensions used by different types of internal 
customers. 
The research undertaken indicates that the internal and external customers do use different 
service quality dimensions when assessing service quality. Proposition 2 is supported. 
Internal customers which are involved in the direct creation of value for the external customer 
also appear to use different service quality dimensions to those used by support functions. 
Proposition 1 is supported. 
The evidence, both quantitative, as presented and qualitative as observed, indicates that the 
main driver for internal service quality appears to be the external customer, who makes 
demands on the customer contact personnel. These internal customers then make demands of 
other departments in the value chain and support functions, evidenced by increased service 
expectations. Service quality then follows increased expectation. The internal customers who 
are not in contact with the external customer show low levels of service quality and no 
increase in expectation. This implies that an internal service quality wavefront, driven by the 
external customer, moves through the organisation backward along the value chain and out 
towards the support functions. 
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The ramifications of this mean attempting to improve service quality by concentrating on 
customer facing staff only, as proposed by several authors, [see for example Grönroos, 1985; 
George, 1990 and Wilson, 1991], is inappropriate .If this were the case then internal suppliers 
would not have been motivated to increase their internal service quality as they have. 
LIMITATIONS OF THE STUDY AND DIRECTIONS FOR FURTHER RESEARCH 
As mentioned in the discussion of the background to internal marketing there are several 
approaches to the topic. This study has concentrated on, and further developed, the internal 
customer model of internal marketing as discussed by Bekkers and Van Haastrecht [1993]. 
Other approaches to internal marketing such as that proposed by Piercy [1995] as the 
promotion of a strategy or plan, or that proposed by Berry and Parasuraman [1991] as 
designing better job products to meet the needs of employees are not the focus of this 
research. It is possible that this model could be adapted for use in these cases but this has not 
been demonstrated. 
The model described here also does not take into account the effects of informal 
communications and work- flow through the organisation. There are almost certainly some 
informal pathways which exist within all organisations although the effect of these on the 
internal marketing and service quality measurements are not examined in this study. 
The use of a single case based approach to this research, whilst having the advantages 
discussed earlier, prevents any generalisation of these results to the larger population. This 
study was centred around one organisation within the services sector and it is possible that 
there are differences in internal marketing application both between organisations within the 
same industry sector and organisations in different industry sectors. As mentioned earlier in 
this paper the service element attached to many tangible products can be substantial and 
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further research should investigate the applicability of a model such as this in a 
manufacturing situation. 
The testing of the modified internal customer model of internal marketing developed in this 
article and described indicates that this may be a useful approach to enhancing service 
quality. However the testing of this model is at its first stages and more extensive testing of 
the model is required. Further quantitative research needs to be undertaken to establish the 
validity of the observations reported in this study and different companies in different sectors 
will need to be examined to establish if the model can be generalised to the population. Also 
those dimensions of internal service quality identified within this company will also have to 
be tested in different contexts to test if they are consistent within all companies. 
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Interaction Code Supplier Customer Interaction 
1 Sales Manager Sales Director S→S 
2 National Sales Sales Director V→S 
3 Sales Manager Salesforce S→V 
4 Salesforce Sales Quality Control V→V 
5 Sales Quality Control Sales Order Processing V→V 
6 Sales Order Processing Co-ordinator V→V 
7 Serviceline Co-ordinator V→V 
8 Stores Co-ordinator S→V 
9 Co-ordinator Install Manager V→S 
10 Co-ordinator Engineers V→V 
11 Install Managers Finance Department S→S 
12 Finance Department Group MD S→S 
13 PA Group MD S→S 
14 IT  Install Managers S→S 
15 Install Managers Group MD S→S 
16 Sales Order Processing Cash Collection V→V 
17 Serviceline Install Managers V→S 
18 Install Managers Engineers S→V 
19 General Managers Group MD S→S 
20 Serviceline Manager Group MD S→S 
21 Sales Director Group MD S→S 
22 Stores Manager Install Manager S→S 
23 Refurbishment Install Manager S→S 
 
S = Support function customer or supplier. 
V = Value adding function customer or supplier. 




 Dimension Interaction type 
  S→V V→V V→S S→S External 
† Tangibles No No No No Yes 
† Security No No No No Yes 
 Reliability Yes Yes Yes Yes Yes 
 Responsiveness Yes Yes Yes Yes Yes 
 Competence Yes Yes Yes Yes Yes 
 Courtesy Yes Yes Yes Yes Yes 
 Access Yes Yes Yes Yes Yes 
 Communication Yes Yes Yes Yes Yes 
 Understanding the Yes Yes Yes Yes Yes 
‡ Proactive decision making Yes Yes Yes Yes No 
 Credibility Yes Yes Yes Yes Yes 
‡ Leadership Yes No No Yes No 
‡ Attention to Detail Yes Yes Yes No No 
 
‡ dimensions important to the internal customer but not to the external customer. 
† dimensions important to the external customer but not to the internal customer. 











1 sales -25.41 Yes 
2 sales -8.63 No 
3 sales 122.36 Yes 
4 sales 14.27 Yes 
5 sales 29.93 Yes 
6 sales 25.6 Yes 
7 -503.08 Yes 
8 46.52 Yes 
9 operations 84.74 Yes 
10 operations 26.21 Yes 
11 US Us 
12 -5.4 No 
13 8.82 No 
14 operations 67.42 Yes 
15 operations 9.54 No 
16 3.06 No 
17 operations 12.5 Yes 
18 operations -1.26 No 
19 29.4 No 
20 0 No 
21 -24.74 Yes 
22 operations -1.9 No 
23 operations 37.42 Yes 
External Customer 80.23 Yes 
 
sales = interactions related to the sales department 
operations = interactions related to the operations of the business 
Table III. Change in service quality over 6-month study period 
 
